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The Maine Mastery Learning Consortium^ composed of 
sixteen school districts^ was formed because it vas learned that the 
money and time spent in staff development without follow-up rarely 
resulted in significant classroom change or successful classroom 
implementation. This document reports on the first three months of a 
prolect designed to provide ongoing classroom assistance to teachers 
implementing a complex program. The Exemplary Center for Reading 
Instruction (ECBI) , a validated mastery learning program^ was used^ 
requirinQ three one-week sessions for teachers. A fee .fchedule based 
on pupil enrollment paid the salary of the two traineri; and. the 
school districts paid the travel and per diem costs. The trainers 
spent from three to 25 days on site^ offering several activities: 
content demonstrations^ observations^ conferences^ mini-workshops^ 
awareness sessions^ and team, teaching. Difficulties in scheduling and 
in trainer burnout are n^ted, Appendices contain a sample trainer 
schedule^ follcw-up checklists^ and an onsite assessaent form. 
(PGV 
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POLLOW-UP: THE MISSING ELEMENT OF STAFF DEVELOPMENT 

Sara R. Massey 

Critics and advocates of staff development for educators have lamented the 
absence of assistance in helping teachers implement what is learned during work- 
shops, courses, and training programs. Fifty teachers participate in a workshop, 
but little changes in the classroom. Teachers may try to Implement their learn- 
ings, but some kind of post-training assistance is needed in the practical ap- 
plication if teachers are to be successful in their use of the new learning. 
Post-training classroom assistance is rarely provided because 1) it is perceived 
as too expensive to keep the consultants on-site, 2) the consultants won^t work 
in the classroom because they don't have the time or capacity, 3) it's impossible 
to rearrange teachers* classes, or 4) it causes too much disruption for students. 
These factors are real barriers to the provision of post-training (follow-up) 
assistance, but they can be resolved. 

The Maine Mastery Learning Consortium, composed of sixteen school districts 
from throughout a large, rural state, was formed to address these problems. 
Could a mechanism be created that would : 

1. Provide ongoing classroom assistance after training (follow-up) 
to teachers in their implementation of a complex program; 

2. Be cost-effective; 

3. Cause minimal disruption in the school day; and 

4. Result in the long-term, successful use of the program by 
teachers? 

Between September, 1980, and June, 1981, two trainers are providing a total 
of 135 days of in classroom assistance to teachers in the use of the Exemplary 
Center for Reading Instruction (ECRI), a validated mastery learning program. 
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The program uses the existing reading texts of the schools, but requires ex- 
tensive materials preparation by teachers. It is a complex and difficult program 
foj^tHwchcrs to implement successfully because it is inclusive of all aspects 
of rea^kng instruction, i,e. vocabulary, study skills, comprehension, writing, 
etc.^nd because it requires new behaviors, such as clear objectives, Ijnmediate 
reinforcement, modeling, criterion testing, active student engagement, etc., 
on the part of most teachers. Training for this program requires three one- 
week sessions, preferrably spread over two years. Training provides teachers 
with information, some materials, and some practice time with other adults in 
the training. Training is rarely provided for one teacher in a building, but 
rather for groups of teachers so that some peer support is possible. Still 
the training is not enough if teachers are to be successful in their use of 
ECRI. 

A fee schedule based on pupil enrollment was developed whereby school 
districts would buy on-site trainer days for classroom follow-up. The fees 
would pay the salary for a trainer (s) and school districts would pay the 
trainer's travel and per diem costs. The trainer's day on-site ranged from 
three to twenty-five days. Costs were kept to a minimum by scheduling the days 
in two, three-day blocks with trainers staying overnight with teachers with 
whom they were working in the district. The specific dates for follow-up 
were submitted by the districts in September and a nine-month projected 
calendar was developed. 

A contact person for each district was designated by the superintendent 
to serve as a liason with the trainer (s). The liason's responsibilities in- 
cluded : 

1- Meeting with teachers to determine who wanted what kind of 
help (content and format) was desired; 

2, Developing the on-site schedule for the trainer; 



3. Arranging class covorago for tcnchors to obfiorvo; 

4. Arranging overnight accommodations for the trainer; 

5. Serving as the communications contact between the teacheis and 
trainer ; 

6. Scheduling visitations by teachers to teacher's classrooms In 

other districts using the program, * 

One month prior to each visit to a school site a form is sent to the 
contact per son| (Appendix A), The form is completed and returned to the trainer 
two weeks pr ior'^Gi^the visit so that specific materials for classroom use can 
be prepared and any new presentations developed. 

The on-site work of trainers takes many forms and seems to be evolutionary 

in nature as the trainer keeps returning to the district. The format options 

possible regardless of content and grade level are: 

1* Demonstrate various skills the teactier(s) what to see modeled in 
order to Implement ECRI. 

2. Team-teach with a teacher. The trainer and the teacher work toget- 
her to Improve a teacher's usage of the ECRI techniques. 

3. Observation of a teacher in order to diagnose and prescribe more 
efficient ways to implement the ECRI program, 

A. Conference with the teachers and administrators to answer questions, 
coordinate inter-school/district visits, etc, 

l-/5. Awareness sessions to present information to parents, teachers, 
administrators about ECRI. 

6, Jam sessions to present information, answer question? and concerns 
and to share information. 

7, Mini-workshops to present a one-two hour session on some aspect of 
the program that is now relevant to usine teachers, 

A typical trainer's day might include four different content demonstra- 
tions with four teachers and their classes at various grade levels, two observa- 
tions with two conferences, a jam session with eight teachers, and a conference 
with the principal. (Appendix A) Evenings are spent driving to the next site. 
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preparing materials for the next day or completing report forma. A trainer's 
Job is not easy and it's questionable whether any trainer can sustain this type 
of schedule for more than two-three years. Where driving long distances is not 
a factor as in urban areas continuation of trainers may not be a factor. 

A strategy presently being explored to obtain trainers for follow-up 
assistance is 1) to identify one or two model teachers using the program 
within the state, 2) to provide them with additional consultation, training, 
and skills, 3) to negotiate a one year's leave of absence from the school, 
4) to pay their salary for a year and use to provide follow-up, and 5) then 
they return to their classrooms as a valuable resource person at the end of 
the year's leave. Many school districts are amiable to this plan as the 
teachers return with new skills and expertise. 

Scheduling a trainer's on-site day to get maximum benefit of her time 
is difficult. Doing the same demonstration in four classrooms quickly becomes 
a drag, but liason persons are learning ways to/^resolve this problem. Since 
the demonstrations or team teaching is usually of short duration, thirty minutes, 
1) administrators or specialists will take the teacher's class to read aloud 
to the students or discuss school issues, or 2) teachers bring their class 
into the demonstration classroom, sitting around the edges or on the floor and 
everyone observes. Teacher conferences occur at lunch, during planning periods, 
after school, or at recess. Jam sessions are held over bag lunches, after 
school, or in the evening if more appropriate. 

Also a part of follow-up assistance is developing the capacity of an in- 
district resource person. This does not mean hiring another person. The 
district identifies a person who is knowledgeable in the program who others 
normally seek out for help. Once this personals identified, the trainer 
provides other kinds of assistance to help them develop as resource persons. 



This assistance may be providing them with different material such as lists 
of commonly asked questions, reference articles, addresses for hard-to-locate 
materials, plans for doing presentations or awareness sessions, or materials 
for parent presentations. 

Additionally, during the year special workshops can be delivered on a 
regional basis. In the past, the trainer(8) has conducted 1) regional sharing 
conferences In ECRI, 2) short training sessions for administrators and super- 
visors who can support teachers in their use, and 3) problem-solving sessions 
for resource people. In deciding to schedule special sessions though it's 
Important not to forget the basic need is still in-class follow-up assistance 
to individual teachers. It Is more time efficient to centralize group ses- 
sions, but invariably the sessions become too general and not specific enough 
for individual teacher needs. 

Trainers keep track of their work in much the same way teachers do. There 
is a manilla folder for each school district which contains a) a list of teachers 
trained at what level, b) a copy of the visitation schedule, c) a summary sheet 
on each teacher worked with on-site, and d) copies of the assessment form com- 
pleted by teachers on the follow-up assistance. (Appendix B) Additionally, a 
monthly log of their work is kept, expense forms are completed for invoicing 
the school district, and letters are written to the people they stayed with 
and the liason person. 

All this may seem like a lot of work to help teachers learn to successfully 
use a new approach in the classroom. But what we have learned from the past is 
that the money and^ time spent in staff development without follow-up rarely 
results in significant classroom change or successful classroom implementation 
of a new program. School administrators and teachers in Maine have learned this 
and have joined together to get the range of staff development they want through 
the Maine Mastery Learning Consortium. 
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MAINE MASTERY LEARNING CONSORTIUM 




P.O. HOX 1192 
OARDINKK. MAINE 

(207) fl(l2-:i500 



TO: 



MMLC CONTACT PERSONS 



FROM: 



Jan Ellis, Trainin^j Coordinator 



RE: 



ECRI Fo.Uow-Up Information 



DATE: 



on 



is comlnjr to visit your school 
to work with ECRI teachers and 



administrators . 



Ways the trainer can be useful: 

1. Demonstrate various skills the teacher(s) need to see 
modeled in order to implement ECRI. 

2. Team-teach with a teacher. The trainer and the teacher 
work together to improve a teacher's usage of -che ECRI 
techniques . 

3. Observation of a teacher in order to diagnose and pre- 
scribe more efficient ways to implement the ECRI program. 

4. Conference with the teachers and administrators to 
answer questions, coordinate inter-school/district 
visits, etc. 

5. Awareness sessions to present information to parents, 
teachers , administrators . 

6. Jam session to present information, answer questions 
and concerns and to share information. 



Please send the information that is needed at least two 
weeks before the trainer's visit using the form enclosed in order 
that they may develop and collect the necessary resources. 



READ ON 
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MAINE MASTERY LEARNING CONSORTIUM 

P.O. IJOX ll<)2 
(iAKDlNKU. MAINK ()i;Hfl 

(207) m-wm) 




PLEASE RETURN THIS SHEET AND THE SCHEDULE TO THE CONSORTIUM 
OFFICE AT LEAST TWO WEEKS PRIOR TO VISIT DATE. 



A. Name of School 
District 
Contact Person 
Business Phone 
Home Phone 



B. We would like you to demonstrate/team teach (please ^ivo 
SPECIFIC skill and grade level, e.R. literal, main idea, 
grade 2). 



Skill 
Skill 
Skill 
Skill 
Skill 
Skill 
Skill 
Skill 
Skill 
Skill 



Grade : 
Grade : 
Grade : 
Grade : 
Grade : 
Grade : 
Grade : 
Grade : 
Grade : 
Grade : 



Materials needed for demonstrations are to be provided by 
the ECRI teacher in your school. If there is any confusion 
about the materials, please call the MMLC office or 582-4702, 
-Jan Ellis, or Elaine Roberts. 



NEXT PAGE 
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♦ SAMPLK ♦ 
Jan ElliH at Nathan Clifford Klonumtary School 
Morning - October 23, 1980 

8:00 - 9:00 a.m. - Jan chocks matorlaLs and oonfors with CIndv & 

Sally in Room AH. 

9:00 - 10:10 a.m. - Cindy I.ash - Room #7 - Jixn and Cindy team teach 

Dictation, Spoil ing to 3 tjroup.s. Jan observos 
Penmanship . 

Observing Suporvl.slni; Childron 

Allen Mariner 

Manning Jones 

Ray Coombs 

10:15 - 10:45 a.m. - Lash and Klli« confer 

11:00 - 12:15 p.m. - Sally Oaks - Room P2 - Jan demonstrates Comprehen- 
sion - model and prompt details, practice characters 
and teach new words to a skills (jroup. Jan and 
Sally team teach Practice Time for approximately 
30 minutes. 

Observing Supervising Children 

Allen ....... Yates 

Johnson Mitchell 

Shafto Harris 

12:15 - 1:15 p.m. Sally and Jan confer and lunch 

Afternoon - 

1:30 - 2:30 p.m. - Jan confers and visits with resource room/Special 

Education teachers 

2:30 - 3:00 p.m. - Jan visits and confers with Principal 

3:U0 - 4:15 p.m. - 'Jam Session' with all ECRI teachers from Nathan 

Clifford and Riverton Schools 
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FOLLOW-UP CHECKLIST 

FOR 

COORDINATOR 
(Do Not Return) 

The followinu is n checklist for you to us© in or^unizlnR tho 
ECRI follow-up dfty(8). It is for your u8o and nhould not lio r«- 
turnod to MMLC. 

Three woeka to one month In ndvanco of visit; 

1. Meet with all ECRI toachttrs involved to dott»rmtno 

tholr specific needs. 

2. Bo sure that ECRI teachers whoso classrooms art* 
boinK used for demonstrations and team toachlnfj/obsorva- 
tion are doing so voluntarily . 

3. ____ See if a "Jam Session" should bo scheduled with 
ECRI teachers/reading consultants/administrators. OR see 
if a mini presentation should bo made on a specific topic. 

4. Confer with all ECRI teachers to suggest that questions 

be written down prior to Jam Session (by the end of u teach- 
ing day, teachers are exhausted and questions raised prior to 
trainer's visit may not come to mind). 

5. Consider asking the reading consultant/supervisor/ 
administrator or mastery learning specialist to bo avail- 
able to accompany the consultant in each school. (The 
trainer does not know the layout of your school.) 

6. Scheduling 

J 

Allow 1/2 hour^prior to the consultant's observing/ 

demonstrating/team teaching to confer with ECRI teachers 
directly Involved and to familiarize hersolf with materials 
to be used. 

Allow enough time for any observing/demonstrating/ 

team teaching to be scheduled in order for consultant to 
be effective for your teachers. 

Allow 15-30 minutes immediately aftor observation/ 

demonstration for consultant and ECRI teachtr to confer - 
lunchtime and recesses can be utilized or if this is im- 
possible, time after school to speak to each ECRI teacher 
Individually. 



ERIC 



(OVER) 



aonU a welU'duU? of vihU to all ttnu-IUM-H/u IcI.»h/ • 
admtnlstrutorft invoJvtul one* wt»pk in ndvurun^ uf ff»l low-up 

n. tlme(H) 

claMtji'oom iw involved with 0l»Moi'V{»t ion/fU^nionnt r»- 

d. l<>jiahor(«) n«m<*(H) who are lo oU^orvf ilt mnnHii'ut lon(H) 
1 . whore 
1*. whfii 

3. namt'H of jH»opl«' covorinK "Iwhhoh 
<^ H|M?ciric Hkill(H) lo bo dcmoaHiriUfd 
f. time, plat'o. date? of 'Jam 8t*8Hlon' 
K. elaMMi'oom covora^e 

____ Chttek to Hf0 If you can HchoduU» oni^ dcimuiHtrnt ion of 
tht> mmv «kiU and U't all Intoroated Unichors/udminlHtratorH 
obHervo U8 opposed to ych(»dulintT thf M»mt? domonsimi ion throo 
or moro ttmu?*. o.ft. five dwinonstralionf of snollliut Instruc- 
tion may not be an offoctlvo uho of time? or mon*>y. 

Two wouk« prior to visit .':.»nd to the MMU orrit'«« tho 
icnoHulo and dlroctionw to your .school. 

Moot with tt^achorn Ju8t prior to thi? follow-up day to: 

a. E.NphUn to ECRI toachors that the liCRI consultant Ik 
not oviiluat Inf? thorn but wants to see how tho toc-hniquo 
Is utilized and Is proRrosslnK, and, most Importantly, 
to help tho ECRI toachors. 

b. Make sure each teacher and student has a name tai?. (This 
la necessary in oi-dor for trainers to call on .specific 
children. ) 

c. Remind teacher(s) to have materials ready. 




person has a schedule for day(s). 



Arrangements for class coverage are completed as 
necessary. 



DISTRIBUTE TO ECRI 
TEACHERS 



FOLLOW-UP CHECKLIST 
FOR ALL' 
ECRI TEACHERS 



The following is a checklist for you to use to prepare for the 
ECRI trainer's visit to your room. 

1. Name..'^ags for teachers 

Name tags for students - large print 



Make certain that students have mastered prerequisite 



skills necessary before a specific demonstration can be given, 
e.g. before inferring the main idea can be taught, details and 
literal main idea need to be mastered. 

Write down your questions prior to "Jam Session." To 



remember them after a teaching day is sometimes difficult, 
Please remember the ECRI trainer is not evaluating 



you but wants to see how the technique is utilized and pro- 
gressing and most importantly to assist you. 

Obtain a copy of the schedule for the day(s) the ECRI 



trainer will be in your school. 



is 
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MAINE MASTERY LEARNING CONSORTIUM 

P.O. BOX 1192 
GARDINER, MAINE 04345 

(207) 582-3500 
ON SITE ASSESSMENT FORM 

School : 
Position: 

Date of Service(s) : 

The Consortium's services are aimed at helping teachers increase their use of mastery 
learning techniques. Your comments on these services are an important part of our con- 
tinuing planning and assessment. 



A. Please circle the level of usefulness cf the following services designed to help 
you implement a mastery learning program. Please check if you have not received 
a particular service. 







Low 
1 


2 


3 


4 


High 
5 


MA* 


1. 


Observation by trainer 


1 


2 


3 


4 


5 


NA 


2. 


Demonstration by trainer 


1 


2 


3 


4 


5 


NA 


3. 


Team teaching with trainer 


1 


2 


3 


4 


5 


NA 


4, 


Individual conference with trainer 


1 


2 


3 


4 


5 


NA 


5. 


Group discussion with trainer 


1 


2 


3 


4 


5 


NA 


6. 


Mini-workshop by trainer 


1 


2 


3 


4 


5 


NA 


7. 


Downeast newsletter (ECRI) 


1 


2 


3 


4 


5 


NA 


8. 


Telephone consultation with t rainer 


1 


2 


3 


4 


5 


NA 


9. 


Other (please specify) 


1 


2 


3 


4 


5 


MA 




Please Fill In 
District : 



*Not Applicable - Have Not Received 


B. List Weaknesses of Services 


List Strengths of Sfirvices 


C. Suggestions for Future Services 
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